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A Vigilant Congress Is Ke

to Effective U.S. Intelligence

By LEE H. HAMILTON

When I joined the House Select Commit-
tee on Intelligence four years ago, mem-
bers willing to serve on this obscure panel
were so few that those who reluctantly
took committee posts did so almost out ofa
sense of duty. Intelligence is now the most
popular assignment, and a large share of
this new interest has been genergted by
covert action, those secret efforts in sup-
port of our foreign policy not publicly
attributable to the United States.

Covert action in Central America has
raised questions about the budgetary and
accounting procedures for intelligence, and
more seriously, about the trusgvyorthmess
of high-ranking intelligence officials.

" Although covert action takes a small part
of the intelligence budget, it consumes an
enormous amount of executive and con-
gressional attention. Large-scale pumxll-
tary action is hard to control, seriously
damages our foreign-policy interests when

_disclosed, and deeply divides the intelli-

gence community because it detracts ‘frogn
normal intelligence functions. Something is
amiss when the director of Central Intelli-
gence spends much of his time managing
insurgents in Central America.

Covert action should not be ruleq out, but
is must be viewed with a skepticism that
has been little in evidence in the Reagan
Administration. Congress must continue to
exercise and improve its oversight. There
should. be annual review of every covert
action, and such review should be ongoing
in particular cases. Review should begin
with an examination of the general _auphor-
ity and proceed to an explicit description of
goals, means and a timetable.

However, covert operations shoqld not
be seen as the primary aim of the mtelh-
gence community. We need to give a
higher priority to intelligence. When we
put a premium on intelligence durmg
World War 11, it was excellent. The quality
declined when our preeminence In the
world, and the remoteness of nuclear war,
made intelligence seem less important. We
realize now how wrong we were t0 let
ourselves slip.

""

There has been rapid growth in the
intelligence budget in the last five years.
New collection systems authorized by
Congress, together with computerization,
have enhanced intelligence analysis. Now
we must stress cost-effectiveness—mak-
ing sure that each funding increase will
bring a corresponding increase in the
quality of intelligence.

Intelligence should be de-politicized; too
often it seems to be used to justify political
views. Nor should political appointees
dominate the analytical functions of the
intelligence community. The signs that 1
have seen in the past eight years are mixed:
The National Intelligence Estimate, the

most refined analysis available, is more
open to politically unpopular views, but I
deplore the attempts to bestow the direc-
torship of the CIA on political friends.
(President Reagan succeeded in this; Pres-
ident Carter did not.) Such appointments
suggest that support for policy is more
important than good analysis.

We should increase competition among
analysts. Some of our recent intelligence
failures may have occurred because key
data and correct conclusions were washed
away in a consensus-seeking process be-
fore reaching the Oval Office. More compe-
tition means that analysts must be free to
speak up, to disagree and challenge. It also
means opening up channels of dissent and
allowing competing estimates from differ-
ent agencies and outside academic experts.
This process must continue.

More should be done to disseminate the
information on which intelligence is based.
The collection of information by various
agencies leads to a compartmentalization of
knowledge. Thus, analysts may not have
access to critical facts already in the
government’s possession. This problem
persists because of the natural bureaucratic
tendency to view information as the prop-
erty of the agency collecting it. .

Finally, congressional oversight must
remain vigilant and get the information it
requires from the executive branch. The
intelligence committees conduct their re-
view behind closed doors, without public
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